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Communities of practice at multiple levels to promote 
development of CCxSC capabilities in various contexts

Team leaders

CHAPSS

REAL

FES AECF

Five levels of community:

1. Results Team/CoP (FES, 
CHAPSS, REAL)

2.   Site-level coordinators for 
results teams/CoPs

3.   Cross-site community on 
“content” (CHAPSS, FES) 
and “process” (strategy, 
collaboration)

4.   AECF “internal” staff from 
various departments and 
programs (headquarters 
and field)

5.   “External” CCxSC 
community of researchers, 
program leaders, policy 
makers, and others 
(including AECF)

•At each level, to what extent are we collaborating today 
to build CCxSC capabilities for better results?
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Figure 1 pp. 4, (14 fn, 38, 46)

National and local sponsors & 

influential stakeholders
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Presentation Notes
Other levels—e.g., community of resident leaders (“reunion” group, e.g.)



The CCxSC Theory of Change: Collaborative Capacity 
combined with Strategic Clarity gets sustained results

•Kids ready for school

•Family economic 
success

•Growing capacity for 
ongoing renewal

•Civic communities of 
practice provide 
social structures for 
connecting and 
learning

•Local residents and  
partners are best judge of 
“what works here”

•They define strategies, 
implement initiatives, and 
own accountability for results

Getting 
Results

Collaborative Capacity 
for connecting and 

learning

Strategic Clarity for defining 
goals, making plans and 
implementing solutions

Figure 2 p. 6



Getting results by “leading with ideas” … 
and by “making connections”

•Strategic Clarity 
defines outcomes, 
indicators, strategies, 
activities, and 
accountabilities; the 
“What”

•Collaborative Capacity 
of diverse players 
working and learning 
together engages the 
“Who” and provides the 
“How”

Collaborative Capacity 
is the goose that lays 

the golden eggs

Align

Connect Learn

CHAPSS

REAL

FES

Figure 3 p. 9
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Presentation Notes
All the structures and activities that make this possible:
Organizing results teams
Developing resident leaders
Building collaboration skills
Aligning purposes and mental models
Managing specific projects
Etc.

Work that doesn’t show up on the spread sheets that list activities, strategies, and results:





DomainDomainDomain

CommunityCommunityCommunity PracticePracticePractice

SponsorshipSponsorshipSponsorship

SupportSupportSupport

•• What are the key What are the key 
issues/problems to issues/problems to 
address?address?

•• How to scope them How to scope them 
to match interests?to match interests?

•• What is the ecology of What is the ecology of 
learning activities?learning activities?

•• What are the elements What are the elements 
of collective of collective 
knowledge?knowledge?

•• Where should Where should 
sponsorship come from?sponsorship come from?

•• Level of involvement?Level of involvement?

•• Who are the Who are the 
members ?members ?

•• Quality of their Quality of their 
relationships?relationships?

•• Participation Participation 
levels?levels?

•• Professional Professional 
support?support?

•• Technology?Technology?
•• Liaison?Liaison?
•• Logistics?Logistics?

© 2006, Wenger & Snyder

Coordinator

•• Time and skills Time and skills 
for organizing & for organizing & 
connecting?connecting?

•• Credibility and Credibility and 
influence?influence?

•• Active coreActive core-- 
group support?group support?

Communities of practice: Conceptual framework
Communities of practice are groups of people who learn together over time 
as they work in areas of shared passion or concern.

Figure 4 p. 10



“Case clinic” questions for 
analyzing a results team as a 
community of practice

•Collectively defining and committing       
to key issues and indicators?

•Levels of passion and focus?

•Clear value to stakeholders as            
well as participants?

•Right players involved?

•Trust and reciprocity?

•Collective ownership or 
balkanized, competing  
partnerships?

•How are activities designed?  
Portfolio of long- and short-term?

•How are players learning about 
issues & each other?

•Integrating action & learning? 

Community

•Skill Up Rhode Island 
•United Way of RI
•Jobs for the Future
•Dorca’s Place
•Women & Infants 
•CCRI  Cement
•Stamping Program                                                

•Own and control 
economic power in 
neighborhood
•Employment for people 
with records and 
immigrants

•Pilot projects
•Workforce scan
•Plan employment 
strategies (people with 
records)

•Neighborhoods
•Youth Build                                        
TARC Philly Peer Match 
•John Hope Settlement
•Acorn                                         
•Family Life Center
•DOL Office of Child w/ Records
•CCRI                           

•EITC
•Financial Education
•Savings clubs
•MRD
•Medical debt reduction

•Access to living wage 
jobs
•Particular sector 
opportunities: 
construction, healthcare, 
etc.

Action-Learning

Domain

Residents & Partners

MC-Providence/FES 
(Illustrative)

Figure 5 p. 11



The CCxSC logic model in action: Connecting and 
learning drive strategies that get results

Connect, Learn & 
Innovate
•Resident’s child is  
struggling in first grade

•Leadership training 
spurs ideas and her 
motivation to act; 
meets peers and 
partners

•At cross-site 
exchange learns about 
play-and learn program 

•Organizing network of 
play-and-learn parents; 
recruits sponsor

•Connecting with 
people in other 
neighborhoods

Strategize, 
implement and 
scale initiatives
•Defines the need 
and writes initial 
action plan to help 
kids succeed 

•Organizes initiative 
with help from 
partners and MC- 
Providence

•Implements pilot 

•Planning ways to 
scale to other 
neighborhoods

Get results

•Kids ready for 
school (hers and 
many others)

•Economic success 
(now hiring mothers 
to expand program) 

•Renewing and 
expanding social 
networks—among 
residents and with 
emerging partners

•Personal 
development and an 
inspiration for others 
to get involved

Figure 6 p. 26



Projects

Visits

Conversation 
space

Informal
interactions

Website

Face-to-face
meetings

TeleconferenceWorkshops/
Coaching

Workshops, 
videos, manuals & 
coaching educate 
members on how 
to apply codified 
tools, frameworks, 
and methods

Mix of formal-informal, public-private, f2f-virtual, rhythm & intensity

Source: Snyder & Briggs, 2003, pp. 13-16 
www.businessofgovernment.org/publications; see also 
pp. 128-135 in “Cultivating Communities of Practice”

Face-to-face time provides access to 
practitioners, builds trust and fosters 
sense of joint enterprise that 
increases productive participation in 
all learning activities.  

On-site visits provide 
opportunities to learn 
methods and gain 
insights and motivation 
in context; also foster 
closer relationships

Projects build 
new 
knowledge 
and produce 
new insights, 
tools, 
documents; 
also build 
relationships 
and sense of 
joint enterprise

Virtual space for efficient 
information-sharing, Q&A, 
surveys, and peripheral 
learning

Website contains basic material, 
directory and bios, links to resources, 
case studies, tools and frameworks, 
lessons learned, etc.

One-to-one 
interactions by 
phone and email 
help share ideas, 
get help, and build 
relationships. 

Teleconferences provide for 
low-cost, interactive problem 
solving, idea generation, 
and education

Ecology of community learning activities for practice- 
development & diffusion

p. 31Figure 7

http://www.businessofgovernment.org/publications


Logic Model for Communities of Practice

•Flourishing kids, 
families, and 
neighborhoods

•Build, share, and 
apply effective 
insights, skills, and 
methods 

•Shared passions

•New & enhanced 
relationships

•Learning and 
collaborating

•Effective practices that achieve exceptional results are largely “tacit”—that is, 
hard to describe; mostly learned from experience

•Tacit knowledge is learned primarily through informal learning activities: 
conversation, story-telling, coaching, mentorship, and peer-support

•Communities of practice—groups of people with shared interests who learn 
together over time—provide a social context for learning and connecting

Cultivate 
Communities 
of Practice

Achieve 
Results

Build 
Capabilities

The Logic Model provides a template for stories, testimonials, and 
statistics that can document the benefits of communities of practice.  

© 2005, William M. Snyder

For more on the relationship of formal and informal learning processes to tacit and codifiable knowledge, 
see “Organizational learning and performance: An exploration of the linkages between organizational 
learning, knowledge, and performance,” W.M. Snyder, 1996 (unpublished dissertation), pp. 26-43.

p. 32Figure 8



Learning & Connecting: How reinforce the virtuous cycle 
and avoid the vicious cycle?

•At the conference, there were great 
speakers—including experts and people 
from other sites telling their stories

•I came back with a stack of materials

•But I didn’t get a chance to talk with 
my peers—the schedule was full and I 
was exhausted

•One meeting, several of us met in my 
hotel room afterwards—but that was the 
only time we’ve met

•I have to keep my head down— 
unfortunately, we don’t reach out much 
to each other across sites

•It’s hard to get time for these meetings, 
and they’re mostly about disseminating 
information anyway

•Highly structured 
content-driven 
interactions

•Weak  
familiarity/trust 
with peers and 
experts

•Not 
leveraging 
corporate 
knowledge 
assets

•Little peer-to- 
peer sharing

•We asked for a small-group session to “just talk” about 
what it’s like to coordinate a results team; people really 
opened up; I learned a lot

•Members of our small group (mostly results team coordinators) 
arranged for a quick tour of the city and dinner together.  It 
was interesting to see the site’s neighborhoods—lots of 
similarities, and differences!

•We had a great time at dinner.  Several of us are now 
arranging a three-way visit to compare CHAPSS initiatives— 
we’re bringing residents and partners with us

•The guy from Casey who joined us at dinner has turned out 
to be a gold mine.  He’s sent me a couple things that directly 
relate to what I’m doing now.  And he gave my name to a 
partner in Louisville—I was glad to help

•Several of us are inviting our school superintendents to 
come next time; they’ll get ideas and influence each other— 
and this supports our cause back home; ours has said yes!

•Informal 
time together 

•Personal 
connections 
with peers 
and experts

Virtuous cycleVicious cycle

•Just-in-time,  
high-value 
exchanges with 
AECF experts

•Self-initiated  
knowledge-sharing 
and joint work

Learning Learning ConnectingConnecting

Stories adapted to 
provide illustrations

Figure 9

p. 34



Coordinator/ 
Core group Participants & 

Core Group

Sponsor Support
•Strategic perspective
•Influence, Legitimacy, Visibility
•Resources (relationships, 
experts, funds)

•Identifying issues 
•Sharing ideas, innovating & 
helping peers 
•Building relationships and 
social capital
•Collaborating on initiatives 

•Coaching for sponsors & coordinators
•Education on community-of-practice approach
•Logistics and follow-up for activities 
•Help design, install, and support collaborative technology 
•Develop measures and document results
•Facilitate communication between sponsor(s) and 
community(ies) 

•Help identify key issues
•Coordinate activities
•Recruit participation & 
weave relationships
•Moderate online activity 
and resource base
•Promote network with 
stakeholders
•Planning and development

© 2005, Wenger & Snyder

Community of practice leadership roles

p. 36Figure 10

Sources: www.businessofgovernment.org/publications 
(Snyder, Briggs): 43-48; “Communities of Practice in            
Government: The Case for Sponsorship,” (Snyder, Wenger),           
2003: 48-54 at: www.ewenger.com (see “Publications”/”Papers”); also     
“Cultivating Communities of Practice” (find references for terms in Index)

Presenter
Presentation Notes
Key issues:

Time required—typically full-time coordinator for active community

Skills—to match range of functions; may require multiple people

Participant leadership is key (see ecology of leadership)

Sponsors especially for “strategic communities”

Coordinator is critical success factor



http://www.businessofgovernment.org/publications
http://www.ewenger.com/


CCxSC as an AECF core competence in the context of 
an overall “architecture of expertise”

•Subject-area expertise
•Research/TA

•Program design

•Results 
teams/CoPs

•Leader 
training

•Learning 
Exchanges

•Create 
strategies

•Manage for 
results

•Data 
collection & 

analysis

Collaborative Capacity Strategic Clarity

“We are building capacity for 
community problem solving.”

HealthSafety EducationHousing Etc.

CC SC

Processes

Content Areas

pp. 40, 43Figure 11

Presenter
Presentation Notes
Is collaborative capacity a core competence; and how explicit about that; how strategic for AECF overall?

Design of programs—varying emphasis on CC—and relationship of unique program aspects with generic CC approach

Strategic positioning: How much emphasis on CC approach with beneficiaries/stakeholders, specific program partners and broader external partnerships (current and potential)—when promoting/recruiting related to its programs?

How fits with mission focus on specific outcomes related to kids and families?

How manifested in AECF role as “catalytic operator and outsider”?

How consistent does AECF role across programs/sites need to be?  What is implication if greater, more explicit emphasis on CC?

Implications for types of expertise AECF has on staff (especially STLs?) as well as contractors

Staff skills and development/training required

Selection, compensation, and assessment/performance-management strategies

Deployment: Designing a leadership/staffing configuration

Baltimore-based and local

Leveraging diversity of skills effectively for overall CC competence (“ecology of leadership”—strategizing, organizing, weaving, conceptualizing, selling, brokering, etc.)



Determinants of Partnership Synergy – Lasker, et al., 2002

Resources
Money
Space, equipment, goods
Skills and expertise
Information
Connections to people, organizations, groups
Endorsements
Convening power

Partner characteristics
Heterogeneity
Level of involvement

Relationships among partners
Trust
Respect
Conflict
Power differentials

Partnership characteristics
Leadership
Administration and management
Governance
Efficiency

External environment
•Community characteristics
•Public and organizational policies

Box 1 p. 48

Note: A key factor missing here is the visibility and urgency of the problem(s) being addressed.  It often takes a 
conflagration of some type to catalyze civic collaboration. 



How we lead with ideas: Center of excellence or 
community of practice?  

Benefits of a community-of- 
practice approach include:
•Faster spread of innovations and 
transfer of “tacit” skills and 
expertise

•More leverage of complementary 
skills and influence across players

•Increased collaboration on action 
and advocacy initiatives

According to Metcalf’s Law, the number of learning channels in a standard hierarchical model 
equals the number of nodes (for example, n=6), while in a mature peer-to-peer model, the 
number is increased exponentially (n² = 36).  

Risks of hub-and-spoke model
•Reduced pace and extent of 
learning and innovation  

•Reinforces top-down dynamics and 
reduces local ownership for 
implementation

•Less sustainable if coordinator 
reduces involvement

To what extent 
is each model 
in play today?

Where do we 
want to be?

Center of Excellence

Community of  Practice

pp. 52, (47)Figure 12

© 2005, William M. Snyder

Presenter
Presentation Notes
From NCI report: Svendsen and Laberge argue that “stakeholder networks” that combine players from various sectors and disciplines are also essential for success for private sector firms.  Their description of these networks parallels the elements highlighted [in the NCI report]: they mention outreach, learning, and innovation/joint action.  They state that leading firms are “moving out of the centre of the hub and spoke set of bilateral relationships to become active members or conveners of stakeholder networks” (A. Svendsen and M. Laberge, “Engaging Networks for Whole System Change,” 2007). 



Leveraging the Making Connections CCxSC approach to achieve city-wide 
renewal on an array of civic issues

•A few 
issues
•A few 
neighbor- 
hoods

Seed Scope
•Added issues, added                    
stewardship groups

•Issue combinations                                   
(e.g., “kids & safety”)

•Cross-cutting issues 
(e.g., returnees, race)

Sustainability

Scale
•Neighborhood 
and city-wide 
multi-stakeholder 
groups

•Networks that 
cross incomes 
and cultures as 
well as places

•Leverage civic- 
renewal skills & 
resources

•Multi-stakeholder 
groups create 
strategies, foster 
collaboration & lead 
action-learning 
initiatives 
[Stewardship]

•Organized around all 
civic issues (health, 
housing, etc.) [Scope]

•Operate at 
neighborhood & city 
levels [Scale]

•A “meta-community” 
provides ongoing, 
overall sponsorship & 
coordination 
[Sustainability]

Housing

Education

Health

META
Safety

Infrastructure

Economy

Culture Recreation
Environment

•Whole-system vision and 
synergistic strategies

•Broader, deeper stakeholder 
engagement

•Meta-community builds city- 
wide collaborative capacity for 
dynamic renewal over time

Providence 

p. 57 Figure 13

How help CCxSC seeds spread for sustained, whole-system renewal?

Presenter
Presentation Notes
Civic renewal “meta-skills”: 

Strategic clarity

Collaborative capacity

Resident-driven priorities

Community organizing

Action-learning

Social networks

Civic information

Policy & Public Services

Media/Communication



Sponsor/support functions:

Civic renewal processes (see box at right)

Coaching

Sponsorship

Inter-issue coordination

Knowledge base

Logistics, etc.
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